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Introduction 

/^^N  MARCH  11  AND  12  OF  THIS  YEAR,  a  group  comprised  of  staff  from  the  Health  Care 


Financing  Administration's  Center  for  Beneficiary  Services  (HCFA-CBS),  HCFA'S 
Regional  Offices  (RO),  and  the  State  Health  Insurance  Assistance  Program  (SHIP),  the  SHIP 
Steering  Committee  (SC)  and  Resource  Center  (RC)  started  preliminary  discussions  about  a 
partnership  between  HCFA  and  SHIPs.  But  why  a  discussion  about  partnership?  The  simplest 
answer  is,  "To  develop  a  stronger,  more  effective  working  relationship  between  HCFA  and 
SHIPS."  Of  course,  in  a  sense,  we  have  been  on  the  road  to  that  partnership  since  HCFA  first 
made  grants  to  SHIPs  in  1992.  But  many  factors,  including  a  changing  Medicare 
environment,  a  higher  profile  of  SHIPs,  and  HCFA's  focus  on  customer  service,  have  moved 
us  to  a  new  level  of  mutual  expectation  that  can  also  be  causes  of  confiasion  and 
misunderstanding.  A  partnership  built  on  open  dialogue  can,  however,  bring  clarity  and 
understanding. 

There  was  little  doubt  at  the  start  of  these  discussions  that  building  a  partnership  would  not 
happen  ovemi^t  or  without  hard  work.  As  a  result  of  the  first  meeting  in  March,  a  draft 
document  was  written  that  was  in  essence  a  record  of  the  conversation  at  that  meeting. 
With  a  little  editing  done  by  a  small  group,  the  document  attempted  to  explain  how  the 
mission  and  goals  for  the  partnership  were  determined.  This  document  was  distributed  to  all 
SHIPS  and  HCFA  Regional  Offices  for  comment.  With  these  comments,  the  group  came 
together  a  second  time  in  May  to  decide  how  to  incorporate  these  comments  and  where  to 
go  next. 

During  this  second  round  of  discussions  it  was  decided  that  the  next  draft  of  the  document 
needed  to  contain  considerably  more  background  material  than  was  in  the  first,  so  the  reader 
could  understand  it  better.  In  addition,  three  workgroups  were  assigned  to  develop  detailed 
plans  for  implementing  the  three  goals  that  had  become  the  basis  for  the  partnership,  i.e. 
clarify  roles  and  responsibilities,  design  a  process  for  effective  communication,  and 
demonstrate  and  enhance  the  value  and  effectiveness  of  SHIPs.  Each  of  these  groups 
carefijlly  examined  each  objective  and  prepared  reports  that  have  become  the  basis  for  this 
partnership  document. 

It  has  become  a  maxim  of  the  group  that  nothing  is  written  in  stone,  including  this 
document.  In  fact,  the  editors  took  great  pains  to  be  sure  that  this  was  written  so  the  reader 
could  easily  and  quickly  grasp  the  main  points  of  the  partnership  proposal.  An  appendix 
section  has  been  established  for  reference  materials. 

In  the  case  of  the  first  goal,  the  group's  results  are  contained  in  a  separate  document  entitled, 
"A  Guide  to  Role,  Responsibilities,  Strengths  and  Needs  of  the  Partners  ".  This 
docviment  is  intended  to  provide  clarification  of  the  roles  and  responsibilities  of  the  various 


State  Health  Insurance  Information  Counseling  and  Assistance  Program 


components  of  the  emerging  partnership  including  how  components  relate  to  one  another. 
This  separate  document  achieves  a  critical  goal  set  for  the  partnership. 

During  the  1999  SHIP  Project  Directors  Conference,  August  8-11,  1999  in  Seattle, 
Washington,  an  afternoon  was  devoted  to  discussion  of  the  partnership  agreement.  A  full 
group  presentation  on  the  background,  history  and  substance  of  the  document  was 
presented.  The  full  group  had  an  opportunity  to  break  into  five  bi-regional  groups,  chaired 
by  the  SHIP  Steering  Committee,  giving  all  SHIP  Project  Directors,  HCFA  Central  and 
Regional  offices  and  Resource  Center  an  opportunity  to  discuss  the  objectives,  proposals 
and  action  steps.  Following  the  bi-regional  discussions,  the  full  group  reconvened  and 
presented  bi-regional  reports.  A  Declaration  of  Partnership  was  adopted,  acknowledging  the 
parmership  agreement  as  the  guiding  framework  for  developing  stronger,  more  effective 
working  relationships  among  SfflPs  and  HCFA.  Amendments  recorded  during  the  August 
conference  in  both  bi-regional  meetings  and  full  group  discussions  have  been  incorporated 
into  this  revised  version  of  the  parmership  agreement. 

A  Foundation  for  Mutual  Understanding 

THE  ENVIRONMENT  IN  WHICH  WE  ALL  OPERATE 

The  partners'  stakeholders  include,  but  are  not  limited  to,  a  diverse  group  of  current  and 
future  beneficiaries  and  family  caregivers;  federal,  state  and  local  governments;  employers 
and  unions;  policymakers,  program  advocates  and  planners;  state,  regional  and  local  service 
providers;  the  Congress  and  the  media. 

PARTNERSHIP  BARRIERS  AND  ISSUES  WE  FACE 

A  number  of  challenging  issues  that  we  face  in  our  common  work  were  identified  and 
prioritized.  From  these  three  objectives  the  following  goals  were  identified  that  formed  the 
basis  of  the  parmership  discussion. 

■  To  understand  and  agree  on  the  roles  and  expectations  of  HCFA-CBS,  ROs,  SC, 
RC  and  SHIPS 

■  To  enhance  communication  among  tfiese  groups 

■  To  develop  minimum  expectations /standards  to  show,  demonstrate  and 
establish  the  value  of  SHIPS 

To  make  progress  on  these  goals,  the  group  agreed  that  there  would  have  to  be  a 
commitment  to: 

■  Mutually  address  problems  to  facilitate  solutions 
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■  Resolve  conflict  and  build  mutual  respect  and  trust 

■  Coordinate  and  prioritize  our  planning,  development  and  outreach  efforts 

■  Work  together  to  gain  necessary  resources  for  SHIP  programs 

SIMILAR  VISIONS  AND  MISSIONS:  A  BASIS  FOR  PARTNERSHIP 

A  comparison  of  the  vision  and  mission  statements  of  the  SHIPs  and  HCFA-CBS  reveals  a 
number  of  words  and  phrases  that  point  us  in  the  same  direction.  Several  of  the  most 
important  phrases  that  seem  to  link  the  partners  together  are:  "enable  beneficiaries  and 
those  who  act  on  their  behalf  to  understand  their  rights  and  protections,"  "protect,  serve  and 
promote  the  interest  of  all  beneficiaries,"  "excellence  in  beneficiary  services,"  "premier  health 
benefit,  education,  counseling  and  assistance,"  "consumer-focused  network,"  "empower 
consumers"  and  "innovative  community  programs."   An  emphasis  on  empowering 
beneficiaries,  promoting  excellence  and  networking  emerges  as  a  consistent  theme  and 
message.  These  common  elements  serve  as  a  foundation  for  an  effective  partnership 
(Appendix  A). 

DEVELOPING  A  SPIRIT  OF  CO-OPERATION 

For  future  growth  of  the  SHIP,  partnership  efforts  are  needed  which  embody  a  heightened 
level  of  cooperation.  This  new  spirit  of  collaboration  and  teamwork  would  promote  an 
atmosphere  of  mutual  respect  and  trust  allowing  all  partners  to  accept  differences  and, 
whenever  necessary,  agree  to  disagree.  It  would  promote  timely  sharing  of  resources  among 
all  partners  and  enhance  the  ability  of  each  partner  to  anticipate  program  needs. 

For  the  partnership  to  be  effective,  each  component  should  adopt  the  following  operational 
benchmarks: 


PRINCIPLES 

;1.  Promote  informed  decision  making 
2..    Utilize  mutually  facilitated  solutions 

3,  Build  systemic  solutions 

4.  Encourage  collaborative  efforts 
■5,    Acknowledge  interdependency 

6.    Acknowledge  federal  and  state  roles  for  setting  policies  and 
procedures  for  the  progranx  


This  spirit  of  co-operation  will  result  in  clarified  roles  and  responsibilities  and  quality 
partnerships.  Stronger  relationships  will  make  way  for  better  problem  solving,  ensure  greater 
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program  accountability  and  consistency.  Ultimately,  these  efforts  will  promote  the  interest  of 
improving  service  to  all  beneficiaries. 

PARTNERSHIP  MISSION  AND  GOALS 

One  overarching  mission  and  three  goals  frame  the  ongoing  partnership  effort. 


mssioN 

To  develop  a  stronger,  more  effective  working  relationship  between  hcfa 
and  SHIPS  in  order  to  fulfill  our  comnrton  interest  in  helping  beneficiaries  to 
understand  their  benefits,  rights,  and  protections  and  to  make  informed 
heafthcare  decisions. 

GOALS 

1.  To  clarify  the  roles,  responsibilities  and  expectations  relative  to  hcfa 
and  SHIPS. 

2.  To  design  a  process  to  improve  and  facilitate  effective  communication 
between  and  among  hcfa  and  ships. 

3.  To  demonstrate  and  enhance  the  value  and  effectiveness  of  ships  to 
beneficiaries,  hcfa  and  alt  relevant  stakeholders  and  constrtuents. 


MAKING  THE  PARTNERSHIP  WORK: 
GOALS,  OBJECTIVES  AND  ACTION  STEPS 

In  the  following  section,  discussion  and  recommendations  of  the  three  work  groups  are 
provided. 


■"""'""■wvT  

GOAL  ONE 

To  clarify  the  roles,  responsibilities 
HCFA-CBs,  HCFA  Regional  Offices,  t 
Resource  Center. 

,  and  expectations  relative  to  ships. 

he  SHIP  Steering  Committee  and  the  ship 
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Discussion  -  As  noted  previously,  all  components  of  the  partnership — SHIPs,  HCFA,  the 
ROs,  the  SHIP  Steering  Committee  and  the  SHIP  Resource  Center — have  in  common  the 
basic  mission  to  help  beneficiaries  make  informed  health  care  decisions  and  understand  their 
rights  and  protections.  Though  all  are  involved  in  affecting  this  mission,  each  component  has 
specific  fiinctions,  knowledge,  skills  and  unique  roles  that  it  brings  to  the  mission.  However, 
none  of  the  components  works  in  a  vacuum.  Interdependency  requires  that  each 
understands  the  others'  roles,  responsibilities  and  needs,  and,  too,  that  ideas  for  improving 
the  way  that  the  components  work  together  be  jointly  developed  and  implemented. 

This  work  group  determined  that  a  written  description  of  the  roles  and  responsibilities  of 
each  component  would  be  helpfijl  information  for  all  of  the  partners.  It  would  serve  to 
clarify  expectations  and  assure  that  those  who  are  not  currently  familiar  with  the  complete 
structure  and  history  of  the  SHIP  program  would  have  a  reference  document  which  mi^t 
serve  as  an  orientation  to  the  program  as  a  whole. 

OBJECTIVES  AND  ACTION  STEP 

Develop  written  document  explaining  the  roles,  responsibilities  and  needs  and 
suggestions  for  each  component  of  the  partnership. 

Action  Step  -  The  document  entitled  "Partners  in  Support  of  the  SHIP  Program:  A  Guide  to  the 
Roks,  Responsibilities,  Strengths  and  Needs  of  the  Partners"  was  developed  by  the  members  of 
Objective  One  Work  Group  during  May  and  June  1999. 

For  each  component  of  the  partnership  agreement — SHIPS,  HCFA-CBS,  HCFA-ROs,  SHIP 
Steering  Committee  and  the  SHIP  Resource  Center —  the  following  information  is  provided: 

■  Background  and  history 

■  Core  fiinctions 

■  Interrelationship  with  other  components  to  the  partnership  agreement 

■  How  each  component  could  benefit  from  other's  assistance 

■  Suggestions  for  improving  the  relationships  among  the  components 

The  document  is  constructed  as  a  guide  and  includes  organizational  charts,  staffing  lists  and 
other  resource  materials  as  Appendices.  Following  review  and  comment  by  the  partnership 
group  during  the  fall  of  1999,  the  guide  will  be  provided  to  all  smPs,  relevant  staff  and 
HCFA.  Extra  copies  will  be  available  for  dissemination  to  others  that  may  be  interested  in  a 
comprehensive  picture  of  the  SHIP  support  system.  In  the  fijture,  it  is  anticipated  that  the 
guide  will  be  used  in  the  orientation  of  new  SHIP  directors,  HCFA-CBS,  Steering  Committee 
members  and  Resource  Center  staff 
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GOAL  TWO 

To  design  a  process  to  improve  and  facilitate 

effective  communications  be 

tween 

and  among  HCFA  and  SHIPS 

Discussion  -  During  the  first  core  partnership  meeting,  a  set  of  principles  of 
communication  were  created  to  enhance  HCFA  and  SHIP  communication.  Subsequently, 
existing  communication  strategies  and  pathways  were  examined.  From  this  exercise,  the 
group  was  able  to  identify  specific  communication  strategies  that  are  currently  working  well 
as  well  as  areas  needing  improvement.  During  the  second  partnership  meeting  and  in 
additional  small  group  meetings,  the  following  objectives  and  action  steps  were  developed  to 
achieve  goal  two. 

OBJECTIVES  AND  ACTION  STEPS 

I.  Adopt  HCFA/SHIP  Principles  of  Communication  and  Ground  Rules 

(Appendix  B) 

To  ensure  effective  and  productive  work  together,  HCFA  and  SHIPs  will  use  ten  Principles  of 
Communication  as  a  guiding  framework.  These  principles  of  communication  promote  clear 
and  concise  communication  as  a  foundation  for  good  customer  service  and  business 
practices.  The  principles  should  impact  all  forms  of  communication — oral,  written  and 
electronic — ^at  all  levels  of  HCFA/SHIP  interaction.  Resource  Center  involvement  is  key  to 
these  efforts.  The  principles  of  communication  will  be  supported  by  ground  rules  for 
interaction,  which  will  establish  the  standards  of  behavior  to  ensure  effective 
communications . 

Action  Steps  — 

1.  Provide  the  Principles  of  Communication  and  Ground  Rules  to  all  SHIP  Project 
Directors  for  review  and  comment. 

2.  Adopt  the  principles  and  guidelines. 

II.  Create  a  Task  Force  to  Review  and  Update  the  Original  Operational 

Guidelines  for  the  Steering  Committee  (Appendix  c) 

In  early  1994,  a  task  force  of  seven  project  directors  was  charged  with  the  task  of  developing 
recommendations  for  a  national  health  insurance  counseling  program  organi2ation. 

The  resulting  document.  Operational  Guidelines  for  the  National  Health  Insurance  Information, 
Counseling  and  Assistance  Steering  Committee,  was  adopted  by  the  states  in  October  1994.  The 
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operational  guidelines  call  for  a  Steering  Committee  to  represent  the  counseling  programs' 
interests  and  activities.  While  the  Steering  Committee  has  worked  extensively  within  the 
parameters  delineated  in  the  original  agreement,  much  has  changed  in  the  intervening  five 
years.  Perhaps  most  notably,  the  Steering  Committee  and  Resource  Center  (which  did  not 
exist  when  this  document  was  formed)  have  served  as  HCFA's  preferred  points  of  contact  for 
reviewing  issues  and  tracking  and  responding  to  SHIP  needs  and  concerns.  In  spite  of  the 
best  intentions  of  all  parties,  communication  has  not  always  kept  pace  with  developments 
and  on  occasion  some  states  or  others  may  have  felt  "out  of  the  loop." 

Action  Steps  — 

1.  Current  Steering  Committee  chair  to  establish  a  task  force  to  review  and  update  the 
original  operational  guidelines,  paying  particular  attention  to  the  Steering  Committee's 
workload  and  distribution  of  responsibilities  to  the  sub  committees  of  the  Steering 
Committee.  (Note:  The  task  force  mil  include  1  -2  current  Steering  Committee  members;  the 
immediate  past  chair  and  co-chair  and  other  (^pointed  members) 

2.  Establish  a  task  force  work  plan. 

3.  Disseminate  a  revised  operational  guidelines  document  to  all  project  directors  for 
approval. 
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III.  Improve  Regional  Office  Support  of  ships  by  Formalizing  and 

Standardizing  Regional  Office  ship  Liaison  Role  (Appendix D) 

SHIPS  and  HCFA  Regional  Offices  must  work  closely  together  to  effectively  serve  the 
Medicare  and  Medicaid  beneficiary  populations.  The  SHiPs  require  information  from  the 
Regional  Office  for  outreach  and  case  resolution.  The  Regional  Offices  need  to  coordinate 
outreach  and  partnership  activities  with  the  SHIP  grantees  in  their  area.  To  ensure  consistent 
and  effective  communication  between  the  SHIPs  and  their  Regional  Offices,  the  role  and 
duties  of  the  Regional  Office  SHIP  Liaison  should  be  standardized  and  adopted  by  each 
Regional  Office.  The  Regional  Office  SHIP  Liaison  will  also  have  as  part  of  their 
responsibilities,  more  interaction  with  the  Resource  Center,  as  appropriate.  To  the  extent 
that  RO  action  plans  (as  discussed  and  carried  forth  from  the  Kansas  City  ICA  Project 
Directors  Conference  in  1996)  have  been  developed  within  the  regions,  the  Regional  Office 
SHIP  Liaison  should  reconcile  those  plans  with  current  activities  of  this  partnership 
agreement. 

Action  Steps  — 

1.  Review  and  comment  on  the  proposed  description  at  the  national  SHIP 
Conference. 

2.  Designate  RO  SHIP  Liaisons  and  backup. 

3.  Conduct  RO  Liaisons  and  SHIP  Project  Officer  teleconference. 

4.  Hold  RO  Liaison  Meetings  with  Regional  SHIP  Directors. 

IV.  Conduct  Regional  Office-SHIP  Coordination  Meetings 

Across  the  ten  HCFA  Regions,  the  level  of  HCFA  RO  and  SHIP  cooperation  and  contact  varies 
greatly  (as  does  RO  contact  with  the  Resource  Center).  While  there  are  legitimate  historical 
and  administrative  reasons  for  this  variance,  both  among  the  Regional  Offices  and  the  SHIPs 
themselves,  it  is  still  true  that  HCFA's  Regional  Offices  and  the  SHIP  grantees  have  a  common 
interest  in  developing  closer  working  relationships,  and  in  capitalizing  on  the  momentum 
established  and  agreements  forged  by  the  HCFA-SHIP  partnership  process.  So  that  the 
momentum  can  be  continued  and  the  agreements  fully  understood  and  implemented,  it  is 
proposed  that  HCFA's  Regional  Offices  convene  regional  coordination  meetings  with  their 
SHIPS  in  the  early  part  of  the  year  2000.  Regional  Office-SHIP  Coordination  Meetings  would 
accomplish  the  following: 

■  Review  the  agreements  reached  as  a  result  of  the  larger  HCFA-SHIP 
partnership  dialogue. 

■  Steering  Committee  representatives,  state  SHIP  Directors  and  Regional 
Office  liaisons  will  work  together  to  implement  the  agreements  reached  on  a 
regional /state  level. 
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■  Strengthen  communication  and  coordination  between  the  Regional  Offices 
and  SHIPS,  including  the  development  of  a  common  outreach  and  education 
strategy. 

■  To  the  extent  possible,  share  information  about  and  coordinate  SHIP 
outreach  and  education  efforts  with  HCFA's  REACH  Campaign  (formerly  the 
Special  Information  Campaign). 

Note:  The  scheduling  of  meetings  should  be  shared  with  HCFA-CBS,  SHIP  Steering 
Committee  and  the  SHIP  Resource  Center. 

Action  Steps  — 

1.  Obtain  SHIP  endorsement  of  the  concept  at  the  SHIP  National  Conference. 

2.  Seek  endorsement  of  HCFA-CBS  and  HCFA-RO  leadership. 

3.  Establish  meeting  planning  committees. 

4.  Hold  RO-smP  Coordination  Meetings. 

V.  Establish  a  Data/Survey  Access  Committee 

Due  to  their  extraordinary  local  presence,  exposure  to  wide  range  of  beneficiary  issues,  and 
fiduciary  relationship  with  HCFA,  the  SHIP  grantees  are  frequendy  requested  to  provide  HCFA 
and  other  organizations  with  information  about  Medicare  and  other  health  insurance  issues. 
These  requests  run  from  participation  in  complicated  surveys  lasting  over  several  months  to 
simple  requests  that  require  little  effort.  It  is  not  unusual  for  certain  information  requests  to 
be  at  least  partially  redundant  in  the  information  they  seek  to  collect.  Furthermore,  though 
many  data  collection  projects  yield  results  that  are  useful  to  the  SHIPs,  the  only  data  requests 
with  which  the  SHIPs  are  required  to  comply  is  the  National  Performance  Report  and 
financial  reports  required  as  terms  and  conditions  of  the  SHIP  grant.  It  is  therefore  proposed 
that  an  ad  hoc  committee  be  created  to  establish  procedures  and  guidelines  for  information 
requests  made  of  the  SHIPs,  including  both  HCFA  Central  and  Regional  Office  requests.  The 
committee  should  consider  the  following: 

■  SHIP  workload  issues,  importance  of  requests,  impact  on  SHIPs,  reasonable 
tumaround  time,  redundancy  of  requests,  etc. 

■  Methods  to  assure  greater  access  to  and  benefit  from  survey  results  by  all 
SHIPs. 

■  Acknowledge  the  role  of  the  Resource  Center  and  the  Steering  Committee  in 
the  coordination  and  flow  of  survey  requests. 
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Action  Steps  — 

1.  Obtain  SHIP  endorsement  of  the  concept  at  the  SHIP  National  Conference. 

2.  Seek  endorsement  of  HCFA-CBS  and  HCFA-RO  leadership. 

3.  Select  ad  hoc  committee  members. 

4.  Complete  procedures  and  guidelines. 

COAL  THREE 

To  demonstrate  and  enhance  the  value  and  effectiveness  of  shps  to  beneficiaries,  hcfa, 
and  all  relevant  stakeholders  and  constituents 


Discussion  —  How  can  we  identify  and  develop  ways  to  quantify  and  display  the  importance 
and  worth  of  SHIPs  to  their  stakeholders,  including  those  who  support  them  and  those  who 
benefit  from  their  services?  This  question  led  to  the  development  of  the  third  objective  and 
generated  almost  a  dozen  suggested  answers,  or  strategies,  at  the  first  partnership  discussion 
(Appendix  E).  At  the  second  round  of  talks,  a  subgroup  took  these  strategies  and  developed 
them  into  several  specific  proposals  for  establishing  ways  to  demonstrate  the  impact  of 
SHIPS  in  quantifiable  terms  and  for  assisting  them  to  perform  at  their  optimum. 

OBJECTIVES  AND  ACTION  STEPS 
I.  Develop  Program  Standards  and  Performance  Measures  for  ships 

The  challenge  here  is  measuring  quantitatively  a  service,  or  product,  that  is  essentially 
qualitative,  i.e.  the  counseling  and  assistance  provided  by  SHIPs.  The  current  environment 
has  introduced  more  pressure  to  show  results  and  to  do  so  with  specific  measurable 
outcomes.  Also,  as  the  program  has  evolved,  SHIP  Project  Directors,  the  Steering 
Committee,  Resource  Center  and  HCFA's  Center  for  Beneficiary  Services  and  Regional 
Offices  have  all  pondered  the  question  of  the  need  for  program  standards.  SHIP  Program 
Standards  would  provide  a  minimum  set  of  guidelines  and  benchmarks  to  ensure  consistent 
quality  among  all  programs. 

Work  on  developing  a  system  that  can  realistically  and  effectively  measure  the  performance 
of  SHIPS  has  already  begun.  HCFA's  contractor,  Abt  Associates,  has  been  working  with  SHIPs 
for  over  a  year  to  identify  appropriate  and  meaningful  data  to  be  collected  on  the  National 
Performance  Report  (NPR). 

Action  Steps  — 

1.    Establish  SHIP  Program  Standards. 
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■  Create  an  ad  hoc  committee  to  begin  framing  a  process  to  develop  and 
implement  SHIP  program  standards. 

■  Produce  a  draft  of  the  standards. 

■  Seek  SHIP  Project  Director  input  on  the  draft. 

■  Implement  the  standards. 

2.  Identify  data  elements  that  can  be  collected  by  all  SHIPs  that  are  accurate  measures  of 
their  performance. 

■  Draft  client  contact  data  elements. 

■  Conduct  pilot  test  of  the  client  contact  form. 

■  Make  final  decision  on  data  collection. 

3.  Introduce  data  collection  to  SHIPs  and  educate  them  about  how  these  will  be 
used  as  standards  and  measures. 

■  Provide  training  and  technical  assistance. 

■  Begin  transition  to  new  reporting  format. 

■  Local  reports  using  new  format. 

■  SHIPS  begin  reporting  based  on  new  client  data  forms. 

■  HCFA  analyzes  data. 

■  HCFA  will  consider  temporary  accommodations  for  states  unable  to 
fulfill  NPR  data  and  timeframe  requirements. 

■  HCFA  to  provide  feedback  to  SHIP  Project  Directors. 


II.  Enhance  ship  Program  Recognition 

SHIPS  have  been  aware  of  the  need  for  additional  resources  necessary  for  providing 
important  information  and  counseling  assistance  to  diverse  communities  across  each  state. 
Sometimes,  additional  resources  are  accompanied  by  expanded  roles.  Rewards  or  incentives 
for  undertaking  exemplary  program  goals  or  achievement  are  one  method  for  acquiring 
additional  resources  for  delivering  exemplary  customer  service.  Additionally,  identifying  and 
compiling  best  practice  models  can  be  another  way  of  enhancing  overall  program  quality  as 
well  as  providing  incentives  for  other  states  to  emulate  exemplary  programs.  It  is  a  cost 
effective  and  beneficial  way  of  sharing  information  across  states,  giving  others  an 
opportunity  to  replicate  and  learn  from  models. 

Recognition  of  Exempliiry  Programs 
Action  Steps  — 
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1.  Have  panel  of  SHIP  Project  Directors  and  HCFA  CO  and  RO  develop  protocols  for 
identifying  best  practices  and  exemplary  performance  of  SHIPs. 

2.  HCFA  CO  develop  varying  rewards  for  achievement  which  could  be  utilized  with  SHIPs. 

(Incentives  or  awards  may  include:  cash  awards,  publications  from  HCFA  to  state  media,  awards  ceremonies, 
publishing  best  practices  for  their  programs  to  see  and  emulate,  profiling  best  practices  at  national 
conferences,  letters  from  RAs  to  governor's  offices,  and  inviting  PDs  of  exemplary  programs  to  serve  as 
consultants  to  projects  at  national  leveL) 

3.  Profile  these  best  practices  throu^  a  publication  by  the  Resource  Center  and  offer 
incentives  for  other  states  that  successfiilly  emulate  these  practices. 

4.  Recognize  programs  annually  at  end  of  contract  year.  First  award  cycle  iwuld  be  October 
200 1 for performance  rendered  in  service  contract  year  FY 200 1 . 

Enhance  SHIP  Program  Growth 

HCFA  and  SHIPs  have  seen  tremendous  experimentation  and  growth  in  the  SHIP  program 
over  the  last  few  years.  This  growth  will  continue  as  we  strive  to  improve  the  manner  in 
which  we  provide  information,  counseling  and  assistance  to  the  nation's  Medicare 
beneficiaries.  The  action  steps  involve  the  planning  needed  to  develop  these  systems  of 
growth  and  continuous  improvement. 

Action  Steps  — 

1.  In  an  effort  to  acknowledge  and  recognize  SHIP  special  expertise,  HCFA  wDl  explore  the 
possibility  of  SHIPs  being  considered  contractors  of  HCFA  work  (e.g.  trainers  for 
enrollment  brokers  or  information  brokers,  coordinator  for  outreach  projects, 
publications  and  video  developers,  SHIP  web  site  managers  and  other  areas  of  expertise) 

2.  HCFA  will  plan  and  hold  strategic  planning  summits  to  brainstorm  and  develop  ideas  for 
potential  SHIP  growth. 

Demonstrate  SHIP  Effectiveness 

In  order  to  demonstrate  the  value  and  effectiveness  of  SHIPs  to  stakeholders  and 
constituents,  SHIPs  must  be  highly  profiled  in  the  ongoing  media  campaigns  HCFA  conducts 
across  the  nation,  both  under  the  National  Medicare  Education  Program  (NMEP)  as  well  as 
the  special  information  campaigns  of  the  REACH  Project.  In  addition,  media  resources  such 
as  physical  displays  (posters  or  professionally  designed  tabletop  displays/placards)  are 
needed  to  raise  the  public  image  of  SHIPs.  Additionally,  national  promotion  and  outreach  of 
SHIPS  should  acknowledge  state  names.  At  the  same  time,  customer  satisfaction  surveys 
and  testimonials  would  be  included  alongside  of  national  performance  report  summaries  for 
promoting  the  efficacy  and  effectiveness  of  the  program  to  Congress  and  state  legislatures. 
At  a  national  and  regional  level,  SHIP  program  staff  will  become  an  important  partner  to 
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HCFA-CBS  and  RO  in  representing  both  the  beneficiaries  interest  and  customer  service  system 
of  HCFA. 

Acdon  Steps  — 

1.  Establish  a  task  force  to  investigate  how  to  integrate  SHIP/HCFA  references  into  all 
public  education  activities  and  publicity,  including  NMEP  activities. 

2.  Develop  a  national  media  effort  to  promote  the  SHIPS. 

3.  Develop  and  distribute  informational  displays  for  SHIP  use  at  local  health  fairs. 

4.  Develop  and  distribute  a  prototype  performance  profile  to  stakeholders  on  SHIP 
performance  for  the  year  ending  September  1998. 

5.  Finalize  the  format  for  the  performance  profile  (in  conjunction  with  Abt  Associates)  for 
communication  to  SHIP  stakeholders  on  SHIP  performance. 
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INDICATORS  OF  SUCCESS 


The  success  of  this  Partnership  Agreement  will  be  indicated  by  both  qualitative  and 
quantitative  measures.  Qualitative  measures  might  include:  evidence  of  less  acrimony  among 
the  partners  manifested  through  more  collaborative  working  relationships;  a  mutual 
understanding  of  the  SHIP  role  and  the  HCFA  infrastructure;  and  more  informed  beneficiaries 
who  are  reached  through  a  streamlined,  effective  communication  system  including  toll  free 
numbers,  web  sites  and  outreach.  Basically,  continuous  improvement  of  all  SHIPs  will 
illustrate  the  success  of  the  partnership. 

Substantive  measures  of  success  might  include:  a  more  constructive  performance  evaluation 
system;  the  publishing  of  best  practices  to  promote  more  replication  of  successes;  reaching 
and  serving  more  beneficiaries,  especially  those  with  access  barriers  througji  seamless, 
coordinated  outreach  and  better  understanding  of  methods  and  cost  of  reaching  hard  to 
reach  populations.  An  improved  and  better-funded  infrastructure  will  be  a  major  indicator  of 
success. 

NEXT  STEPS 

During  November  1999,  the  Core  Partnership  Group  will  review  the  revised  version  of  the 
partnership  agreement  and  subsequently  all  SHIPs  and  key  HCFA  Central  and  Regional 
Office  staff  will  receive  a  copy  of  the  revised  version  of  the  Partnership  Agreement. 
Representatives  of  the  Core  Partnership  Group  will  be  charged  with  the  responsibility  to 
implement  the  agreement. 
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CORE  PARTNERSHIP  WORK  GROUP  PARTICIPANTS 


OBJECTIVE  I 
WORKGROUP 

Robert  Adams 

HCEA  Center  for  Beneficiary 

Services 

Sara  Aravanis 
SHIP  Resource  Center 

Carl  Hawkins 

HCFA  Kansas  City  Reffonal 

Office 

Tom  Reimers 

SHIP  Steering  Committee 

Note:         Pat  Antrobus 
developed  written  materials  in 
consultation  with  Carl 
Hawkins. 


OBJECTIVE  II 
WORKGROUP 

Mike  Adelberg 

HCEA  Center  for  Beneficiary 

Services 

Janis  Cheney 

SHIP  Steering  Committee 

Joan  Lewis 

SHIP  Steering  Committee 

Pat  Antrobus 

HCFA  Philadelphia  Regional 

Office 

Elizabeth  Buder 

HCFA  Center  for  Beneficiary 

Services 


OBJECTIVE  III 
WORK  GROUP 

Mary  Kay  Browne 
SHIP  Steering  Committee 

Eric  Lang 

HCFA  Center  for  Beneficiary 
Sendees 

Tom  Kickham 

HCFA  Center  for  Beneficiary 

Services 

Sue  Andersen 

SHIP  Steering  Committee 


CORE  PARTNERSHIP  DOCUMENT  EDITORS 

Robert  Adams 
HCFA  Center  for  Beneficiary  Services 

Sara  Aravanis 
Ship  Resource  Center 

Bemice  Hutchinson 
Ship  Resource  Center 
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Appendix  A  -  HCFA  and  SHIP  Vision  and  Mission 

Statements 


HCFA-CBS  Vision  Statement 


V\le  enable  beneficiaries  and  those  who  act  on  their  behalf  to 
understand  their  benefits,  rights  and  protections  and  make 
informed  health  care  decisions.  We  are  a  leader  in  excellence 
in  beneficiary  service  and  in  our  Medicare  business  functions. 


HCFA-CBS  Mission  Statement 


We  protect,  serve  and  promote  the  interests  of  all  beneficiaries 
and  assure  accountable  and  prudent  management  of  our 
Medicare  business  functions. 


SHIP  Vision  Statement 


We  will  be  the  premier  health  benefit  education,  counseling 
and  assistance  network  in  the  nation. 


SHIP  Mission  Statement 


We  ensure  that  health  care  consumers  have  a  competent, 
committed  and  compassionate,  consumer-focused  network  of 
staff  and  volunteers  who  provide  accurate  and  objective 
information  through  innovative  community  programs  at  the 
state  and  local  level.  We  promote  fairness  and  quality,  and 
empower  consumers  by  facilitating  solutions  to  individual  and 
systemic  health  benefits  problems. 


Appendix  B  —  Principles  of  Communication 


Principles  of  Communication 

The  Partnership  Agreement  is  built  on  a  foundation  of: 

■  Mutual  respect  for  each  other,  especially  in  public  forums. 

■  Open  discussion  of  differences  between  us  before  doing  so  with  others. 

■  Mutual  attention  to  problems  and  facilitate  solutions  in  a  timely  manner. 

■  Carefiil  consideration  of  how  ideas  and  concerns  may  be  inBuenced  by  bias  and  personal  opinions. 

■  Mutual  discussion  of  issues  and  policies  that  impact  SHIPs  with  SHIPs  before  those  issues  and  policies  are 
finalized  and  released  to  the  broader  community. 

■  Identifying  disagreements  in  a  timely  manner  to  mutually  facilitate  solutions. 

■  Sensitivity  to  and  inclusiveness  of  those  who  may  be  impacted  by  individual  partner  decisions  and  actions. 

■  Assumption  of  the  best  intentions  among  all  parties,  including  admitting  as  well  as  forgiving  mistakes. 

■  Demonstrating  and  recognizing  the  value  and  contributions  of  SHIPs  by  HCFA-CBS. 

We  will  strive  to: 

■  Refer  to  each  other  in  positive  and  supportive  terms  when  speaking  with  outside  groups  and 
organizations. 

■  Make  the  needs  for  information  from  each  other,  in  the  form  of  a  request  rather  than  a  demand.  Always 
striving  to  woric  together  on  timeframes  for  requests  and  delivery  of  information  needed. 

■  Emphasize  the  importance  of  the  partnership  with  respective  stafk  and  encourage  positive 
communications  among  all  partners. 

■  Discuss  issues  and  policies  that  impact  SHIPs  with  SHIPs  before  finalizing  and  release  (or  explain  to  SHIPs 
why  they  have  not  been  involved  in  the  process).  HCFA  and  SHIP  will  alert  each  other  of  potential  political 
involvement  or  problems. 

■  Keep  in  mind  the  mutual  goal  of  serving  beneficiaries.  Partners  will  return  calls  to  one  another  within  a 
professional  timeframe  and  utilize  voicemail,  switchboard  and  other  staff  if  key  staff  are  unavailable. 

■  Provide  ample  notice  of  meetings  and  teleconferences  and  share  handouts  and  agendas  as  far  in  advance 
as  possible  to  give  participants  the  opportunity  to  adjust  schedules  and  review  materials. 

■  Individual  members  of  the  partnership  are  responsible  for  utilizing  the  partnership  to  keep  abreast  of  all 
topics. 


Appendix  C  -  SHIP  Steering  Committee  Operational 

Guidelines 


The  Steering  Committee  purpose  (role)  stated  in  Article  II  of  the  Operational  Guidelines  is 
to: 

■  Represent  the  interests  of  the  state-operated  Health  Insurance  Information,  Counseling  and 
Assistance  Program  at  the  national  level. 

■  Assure  dissemination  of  pertinent  information  to  all  Health  Insurance  Information, 
Counseling  and  Assistance  Programs. 

■  Assure  coordination  between  Health  Insurance  Information,  Counseling  and  Assistance 
Programs  and  all  appropriate  national  organizations  including,  but  not  limited  to,  the  National 
Association  of  Insurance  Commissioners  (NAIC)  and  the  National  Association  of  State  Units 
on  Aging  (NASUA). 

■  With  the  approval  of  the  Health  Insurance  Information,  Coimseling  and  Assistance  Programs 
pursue  any  authorized  action  it  deems  necessary  to  maintain  and/or  improve  the  Health 
Insurance  Information,  Counseling  and  Assistance  Programs. 

■  Encourage  the  development  and  promotion  of  standards  for  Health  Insurance  Information, 
Counseling  and  Assistance  Programs. 

■  Promote  partnerships  with  aging/insurance-affiliated  state  and  national  associations  so  as  to 
enhance  the  effectiveness  of  Health  Insurance  Information,  Counseling  and  Assistance 
Programs. 

■  Encourage  the  passage  and  implementation  of  legislation  at  the  local,  state  and  federal  levels, 
which  will  improve  Health  Insurance  Information,  Counseling  and  Assistance  Programs. 

■  Serve  as  advisory  committee  to  the  National  Resource  Center.  Identify,  recommend  and 
prioritize  Center  tasks,  provide  guidance  to  the  Center  Director  and  participate  in  the 
assessment  of  Center  effectiveness. 

Article  VI  of  the  Operational  Guidelines,  "Duties  and  Responsibilities,"  calls  for  the  Steering 
Committee: 

"...  to  negotiate  letters  of  agreement  with  the  Administration  on  Aging  and  the  Health  Care 
Financing  Administration  to  assure  coordination  between  them  and  the  Health  Insurance 
Information,  Counseling  and  Assistance  Programs." 
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Appendix  D  -  Proposed  Description  of  Regional  Office 
SHIP  Liaison:  Roles  and  Duties 

Each  Region  Office  will  designate  a  Liaison  person  who  will  be  responsible  for  coordinating  all 
regional  office  activities  with  the  SHIP  grantees  in  the  region.  The  individual  should  be  a  team  leader 
or  other  responsible  person  within  the  office  with  knowledge  of  beneficiary  issues,  outreach  and  SHIP 
grants.  Each  RO  SHIP  Liaison  will  have  a  backup  that  will  assume  the  duties  of  the  Liaison  when  the 
Liaison  is  out  of  the  office. 

Duties 

The  RO/SHIP  Liaison  is  the  primary  focal  point  for  all  SHIP  communications  and  activities  within  the  region. 
The  Liaison  is  the  principal  point  of  contact  for  t^e  SHIP  Directors,  the  Steering  Gammittee  and  the  Resource 
Center  and  is  responsible  for 

■  the  timely  exchange  of  information  between  the  Regional  Office  and  the  SHIPs,  especially  for  issues  that 
involve  the  region  and  its  states; 

■  educating  Regional  Staff  about  the  SHIP  program  and  for  promoting  the  SHIP  program  within  and 
outside  the  Regional  Office; 

■  assisting  the  SHIP  Director  with  communication  and  contacts  within  the  Regional  Office  and 
establishing  a  commvmication  protocol  to  ensure  that  counselors  and  volunteers  have  access  to  people 
and  resources,  including  training,  needed  to  handle  beneficiary  issues; 

■  establishing  regular  contact  with  the  appropriate  Steering  Committee  Member  for  the  exchange  of 
information; 

■  conducting  RO/SHIP  meetings  and  conference  calls,  as  needed;  and 

■  assisting  the  Project  Officer  with  national  and  regional  SHIP  issues. 


Appendix  E  -  Strategies  Identified  for  Goal  3 


1.  Develop  uniform,  minimum  standards  and  performance  measures. 

2.  Demonstrate  SHIP  effectiveness  through  improved  data  collection,  analysis  and  reporting. 

3.  Identify  the  kind  of  information  needs  to  be  captured  to  demonstrate  SHIP  effectiveness. 

4.  Conduct  a  national  SHIP  media  campaign. 

5.  Communicate  relevant  information  to  stakeholders  and  constituents. 

6.  Demonstrate  the  value,  effectiveness  and  efficiency  of  SHIPS  through  improved  information 
displays  and  support  resources. 

7.  Identify  and  carry  out  ideas  for  program  growth  and  improvement. 

8.  Establish  program  site  visits  by  HCFA  Central  and  Regional  offices. 

9.  Recognize  and  provide  valuable  incentives  for  exemplary  programs. 

10.  Compile  testimonials  from  beneficiaries  to  demonstrate  customer  satisfaction. 

11.  Give  SHIPS  the  opportunity  to  apply  for  HCFA  contracts. 

12.  SHIP  staff  will  attend  and  present  at  national  conferences. 
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